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* Approach to readiness In the briefing, we presented the continu- 
¢ Commands /levels responsibilities ous operations problem and what can be done about 
® Support for policies /programs it. Now, we want to present an orderly approach 


to achieving continuous operations readiness, in- 

cluding the matter of support for policies and pro- 

grams. 7 

¢ Countermeasures (CM) are integral Please recall two important points from the 

CMs fit into time frame preceding presentation (Slide No. 72). The first 

sd CM's effectiveness must be is that the available countermeasures to degrada- 

developed | tion are mutually reinforcing and interdependent; 

they are an integral remedy rather than a package. 
of band-aids, At least for effective retardation of 
performance degradation, this is an all-or-none 
proposition (Slide No, 74). The second point is 
that the component countermeasures fit into a time 
frame. To be available and to sustain the soldier 
in actual continuous combat, just about all of the 
countermeasures must have been adopted, devel- 
oped, and practiced extensively long before con- 


Sd 


tinuous operations are encountered. Just as com- 
bat tactics must be developed and practiced to high 
levels of proficiency before a unit goes into combat, 
the countermeasures to performance degradation 
. - must be developed and practiced. 
* Logic of CM's introduction and Not only is there a time frame appropriate to 
development the various countermeasures, there is also some or- 
der applicable to their introduction and development. 
This order is suggested by the interdependence of 
the countermeasures on each other. For example, 
task rotation cannot be instituted unless crosstrain- 
ing has preceded it, 
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1. Leadership and commitment have 
no technical prerequisites 


2. Physical conditioning, stress re- 
duction techniques, and leader-. 
ship. and commitment are the foun- 
dations for continuous operations 
training 


3. Identify suecial talent early, and 
assign special combat roles 


Among the total set of countermeasures, there 
are two that are not dependent on others and pre- 
Suppose no special technical skills by soldiers. They 
are leadership and commitment. Leadership and com- 
mitment are the motivation that drives a conscientious 
program of preparation. Each is also a countermeas- 
ure that must be developed to a maximum of effective- 
ness in the course of preparation. Demonstration of 
Strong leadership sets the stage for the preparation 
effort, and it provides the basis for a sincere com- 
mitment to it, As both continue to be developed, they 
sustain each soldier's willing and active eapersee 
‘toward the established objectives. 

Physical conditioning and mastery of stress re- 
duction techniques also do not require any prior tech- 
nical skills, nor is any appreciable advance planning 
and training management necessary for initiating their 
implementation. Just as leadership and commitment 
Supply the drive to reach the goals of continuous oper- 
ations, training, physical conditioning and stress re- 
duction skills provide the stamina needed to endure 
the contiuous operations demands made on each sol- 
dier. In combination, leadership, commitment, phy- 
sical conditioning, and stress reduction are the foun- 
dations for effective performance during continuous 
operations. 

I think you'll agree that it makes sense to spot 
the soldiers with special abilities or talent in accurate 
orientation, minefield detection, or detecting enemy 
infiltration at night, and the like. Special roles can 
be assigned to these persons in accordance with their 
abilities. 


4. Plan and schedule: . Each of the other countermeasures that were 


task restructuring enumerated in the briefing, that is, task restructur- 
task rotation ing, task rotation, work/rest cycles, sleep discipline, 
work/rest cycles and performance supports, depend on some prior de- 
sleep discipline velopment, training, planning, and scheduling. For 
performance supports instance, task restructuring is a response to a con- 


tingency, and the specifics of the restructuring need 
to be planned so that the reorganization of activity 
can be practiced until it can be executed smoothly. 
This is true, also, for work/rest cycles and sleep 
discipline, Task rotation, as we have pointed out 
several times, depends on prior crosstraining. Fi- 
nally, performance supports need to be determined, 
developed, and their use integrated into training. 
All of these countermeasures, in well developed 
form, must be "in place" for effective continuous 
operations training, and they must be repetitively 
honed to a fine edge within the training experience. 


9. The preceding must be "in place" Full scale training under realistically simu- 
for realistic training in realistic lated continuous operations conditions requires that 
conditions : each of the prior steps have been accomplished. Re- 


alistic training in realistic conditions must incorpor- 
ate the application of countermeasures to the onset 
of degradation, and, therefore, all of these counter- 


measures must be ready and available. 


* Command responsibilities 


# MACOMS establish directions and 
set goals 


* MACOMS must .direct mandatory — 
training and evaluation 


So far, we have described an orderly approach 
to achieving continuous operations readiness. How- 
ever, appreciation of the reasons behind these recom- 
mendations, by itself, will not bring the Army toa 
state of continuous operations readiness. This brings 
us to the considerations and responsibilities for com- 
mands and command levels. The chart summarizes 


these issues, 


MACOMs have to take the lead in establishing 
directions and setting goals for the continuous oper- 
ations readiness in their commands. As a beginning, 
the adverse factors associated with continuous oper- 
ations, their impacts on the effectiveness of soldiers' 
combat performance, the rates and degrees of per- 
formance degradation, and the rest of what the brief- 
ing presentation could only sketch broadly will need 
to be examined in detail. Readiness requirements, 
priorities, and current. status will have to be con- 
sidered. Directions developed from these consider- 
ations will define the readiness objectives, set man- 
datory training .objectives, and, of course, the cor- 
responding evaluation requirements. 

MACOMs must direct that continuous operations 
and their full implications be included in all consid- 
erations when subordinate units develop their train- 
ing policies and programs, Continuous operations 
should be considered a mandatory training subject, 
and progress toward achieving the objectives should 
be evaluated as such on ail ARTEPs and in Annual 
General Inspections conducted by the MACOM and 


its subordinate units. 


* Training centers must develop: 
methods 
resources 
facilities 


_ © Training centers must integrate 
continuous operations considera- 
tions into all training materials 


* DIV/BDE must develop policy 
plus general guidelines 


Training centers must detail the impact of con- 
tinuous operations on soldiers' ability to sustain effec- 
tive combat performance. Detailed data and technical 
guidance for these purposes is available in reports of 
the U.S. Army Research Institute for the Behavioral 
and Social Sciences and in manuals prepared by the 
Soldier Support Center. This information will provide 
substantial guidance on training content and practices. 
Specific training requirements need to be pinpointed, 
technical guidance for this training must be developed 
and disseminated, and appropriate evaluation stand- 
ards need to be established. Consideration needs to 
be given, also, to requirements for training resources 
and facilities that continuous operations training will 
generate. 

Training centers should integrate the implica- 
tions of human performance in continuous operations 
into all applicable training material. All training ex- 
ercises should be based on realistic scenarios, and 
they should include an evaluation of units’ ability to 
conduct sustained operations under adverse--exceed- 
ingly adverse conditions. ARTEPs must include prop- 
er evaluation of the unit's ability to conduct sustained 
operations under realistic conditions utilizing only re- 


‘sources that are normally available. 


Within the framework of MACOM directions and 
the full range of applicable technical guidance , Divi- 
sion and Brigade will need to consider their particu- 
lar and specific conditions, their current capacity, 


and their priorities in formulating their policy options. 


Division and Brigade must develop a policy, supple- 
mented by general guidelines, which provides battali- 
ons with a method for achieving these mandatory train- 
ing objectives as directed by MACOM. 


* Train for "worst case" but 
only with normal resources 


€ 8N must design programs per 
technical guidance 


* BN must schedule specific blocks 
of training time for CMs and CM 
combinations 


_.% Monitor program 
* Assess frequently 


@ Determine reasons for shortfalls © 


® Direct specific remedial action 


Training exercises and ARTEPs should be devel- 
oped, by policy, from a realistic scenario that evalu- 
ates the unit's ability to conduct sustained operations 
under the most adverse conditions, and with only nor- 
mally available resources. Published policy must in- 
clude a clear specification of the targeted capability, 
criteria by which achievement will be evaluated, sched- 
ules, and all applicable constraints. 

Battalion, of course, must develop a detailed 
training program faithful to the spirit as well as the 
letter of received policy. The program must be. de- 
signed to incorporate the constructive technical guid- 
ance regarding sustained soldier effectiveness in con- 
tinuous operations. 

Schedules must assure that specific blocks of 
training time are devoted to the varous countermeas- 
ures, singly and in combination, and in concordance 
with an orderly implementation time line. 

As we recognize, units do best the things that 
the boss checks most. While this applies to all levels, 
it is most important at the Battalion level because it 
supervises implementation or program execution di- 
rectly. The implementation needs to be monitored, 
and progress needs to be assessed on an ongoing 
basis. We know that you know that. The point to 
which we want to direct your attention is that assess- 


. ments need to be made with high frequency, that good 


records need to be kept, that performance must be as- 
sessed systematically, and that shortfalls need to be 
treated diagnostically. Don't tell them that they're 
not good enough; tell them how to do it better. Spe- 
cify the remedial actions to be taken and the refine- 
ments to be introduced that will enable subordinate 
units to reach or exceed the training goals. Give 

them the benefit of management analysis and guid- 


ance. 


* Company /Platoon /Squad implement 


programs 


*A realistic program entails 
dedication 


SUMMARY — 


Whatever problems of policy and programs may 
beset higher command levels, the day-to-day imple- 


mentation of a continuous operations training program 


is a company, platoon, and squad level concern. This 
presents a challenge to the leadership at each of these 
levels. 

If that leadership does not step off on the right 
foot, if it does not inspire dedication by word and ex- 
ample, if it does not demonstrate the highest order of 
professionalism, the genuine requirements for a con- 
tinuous operations capability will not be met. - 

In summary, programs for developing a contin- 
uous operations capability have a logic of their own. 
To achieve a genuine capability, policies and pro- 
grams must be realistic so as to match the conditions 
to be expected. Each level and type of command 
must contribute to the achievement of a continuous | 
operations readiness. However, the toughest job 
is to implement the program and make it work effec- 
tively. This fact deserves clear recognition, and 
these efforts need to be given the strongest support | 


that can be mustered. 
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